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CUAPTER I 
IEPROLVCT IOS 


Thus uke extless song I «ing 
Does cov detl with amrening 
Wew or ever Suic. before - 1 
Gur Government is built on 2 sensitive stricture of chechs-end- 
baloaces. its keystone—the Constitution—cleverly divides permissive and 
restrictive powers, and distributes these to the three branches of Govern- 
ment. The framers of this remarkable document knew too well the dangers o? 
unbridled authority; they hed waged a revolution against it. Deariy had 
_they bought their opportunity to build a new nation. 
One would not expect such a system to function in complete harmony. 
As expected, since human attitudes, opinions, drives, and actions are in- 
volved, conflicts often arise. When they occur, they may be resolved by 
compromise, consent, use of authority, use of power, or by other means. ‘the 
auction taken on conflicts depends on the point in the govermment process 
that the conflict takes place, the issues involved, and the individual re- 
sponsible and empowered to exert authority. 
One of the most elusive and difficult points to remember about the 


nature of conflicts is that they always occur between individuals. A brench 


See Kipling, "Ceneral Summary," Rudyare Kipling, Vol. III, 
Gee temeyaued.), p. 355. 


fhe Lawrence Lowell, Conflicts of Principle (Cambridge, Mass.: 
Harverd University Press, 1956), p. 13. 
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2 
of goverment cannot, of itself, be in conflict with anything. Always an 


issue can be reduced to a conflict of ettitudes, ideas, opinions and desires 
petween responsible individuals. Organizations are nothing more then people 
working in a structured relationship. Ideas, attitudes, opinions and desires 
de not exist except in the minds of men.” 

Approaching any study from the conflict viewpoint requires a delicacy 
that often loses its flavor when placed on the written page. One feels freer | 
to eriticize organizations than to criticize people, unless the people ere no 
longer living. Because of this difficulty this peper often lepses into the 
never-never lana where branches of goverment seem to have brains, military 
organizations seem to have attitudes, and departments speak. Rest essured 
that this is not true. This is a tale of couflict; the participants are not 
organizations, bit dedicated men, acting within organizational structures. 

It is my purpose to explore these conflicts, starting with the nature 
of ell conflicts ami working toward an understanding of the develonment of 
eurrent conflicts of immediate importance to the military man. 

But take caution, conflicts are not of themselves evidence of a 
faulty ithe: * Nor do they constitute evidence of a hopeless deadlock. For 


every conflict there are agreements. We would not expect dedicated men with 





differing duties ani experierices always to be of one mind while operating 
within a govermnent fremework consisting of divided powers. 

This is en exemiination of the origin and nature of conflicts. It is 
@ study of those which are of greatest impact today. It is an attempt to 
help the reader understand the issues and dengers involved. With this undex- 
standing, the issues in conflict, as well as the personal interests of the 
participants, can be recognized. 


Ay4i1iam Ernest Hocking, Preface to Philosophy: ‘Textbook (lew York: 
The Macmillan Company, 1947), p. 46. 




























» «@ 
we = oo te fe Tow Ae . 
~—— Sr A) Se oe ee 
-— -_— Se YY eta =e 


a om « » ¢ ombene —_|(§ — ae), ——<——mme © © com 





a ca ae = — —Se | 
wud ohm « .. ee ft <0 ewe « ee 
[i et oe a 7 \ 2 () ae Gee A 
= ¢ (= ——=—  —_ OA «6 6 a Baa +o o 
_—_ ee oe aoe = hse we SS hee maw — 
es Est ow & «& — > ee? aa ae! r 
Ee ei ee — i 2 a cae 
oe ee ee ee le tas ie « cr es & +) od om 
ee, | ee ie = ees ee 3 oes 


rude 6s th Gee oral tt tn? ee omen @e 
* aaa a & Sa — oo gee ‘eee ll ih 
=e prom ek rr... ee «= —9 6 
»-¢ Es ce — | “—— «ii <a’ A 
_— awe « — aE <= t wy 4 ” ae 
eS os ews oo ‘? <r) © «= @ Oe 
=. > o1Lse os « uw « ———e =) 008 4h 
— a] -— & >: ee) ee 5 oe 
AD tilt mn Me mci Mile eas ee re © OF — 
vi tote ee hoe fem Lb od Cte ceo DS Gee 
i —<-h ae in Ceéir Me Ml oo ~~ <== Se © 


ms ww oft - ad ie dee & os he 66 ee! = 
ae) - —m P 
ee 
ques) eoane quis” 
on ol 
ew? 


=== 


lt _ - . Ley ; 
-“—— =) 


2 
This age of conflict calls for wisdom, patience, and understending. 
There is a time for circumventing and & time for facing conflicts which can- 
not ve circumvented. In either case, this paper wili assist the reader in 


understanding and resolving his own conflicta. 





CHAPTER II 
THE NATURE OF CONFLICTS 


introduction 

Conflict is defined as a strife for mastery, a clash or a divergence.? 
We shall be concerned with the divergence of opinions and attitudes of indi- 
viduals and their overt manifestations in a clash or strife for mastery some- 


where in the government process, 


Conflicts Involve Attitudes and anion” 


An old proverb states that "it takes two to make an argument." Even 
the most happily married man would not disagree, but "two’ of what? Essen- 
tially it takes two people, each with his own attitude toward a certain 
thing, and these two attitudes seem irreconcilable. Argument is an overt 
expression of conflict of attitudes and should have some purpose, which may 
be: 

lL. To commnicate the attitude. In Government this might be know as 
"stating a position.” 

2. To persuade the other person. Again this may take the form of ex- 
pending or elaborating on one's stated position to show that it is "right." 
3. To persuade authority or public opinion. This purpose is quite 

evident during an election year. 


Webster's New Collegiate Dictionary (Springfield, Mass.: G. &C. 
Merriam Co., 1950). 


emma, loc. cit. 
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Conflicts Involve fecple’ 

Organizations are pecple. A disciplined organization may appear to 
have a mind of its own, but this is not true. It may appear to be so because 
the customs, traditions, ruies, and directives adopted by or imposed upon the 
members create an atmosphere of unity. Individually the members may have 
different viewpoints, but they act in a disciplined manner for many reasons: 

1. They have confidence in their superior and themselves. 


2. They desire to avoid personal responsibility for acting 
otherwise. 


3. They fear sanctions that may be imposed by superiors or 
the law. 


4. They believe in the ultimate objectives even if they may 
disagree with methods. 
The reader should view this from the opposite point of view also. 
If a superior-subordinate conflict should arise, such as certain cxamples 
that will be described,within the executive branch, non-conformity, or in- 
subordinate action, could result fron: 
1. Lack of confidence in the superior 
2. Lack of self-confidence 
3. Willingness to assume responsibility for non-conformist actions 
kk. Disregard of sanctions or law 
5. Inability to align personal beliefs with the objectives or methods 


required. 


Conflicts Involve Values, Ethics and Law? 
If one accepts the premise that most men are dedicated to certain 


principles, basica ly honest, law abiding wd forthright, then this premise 


'ypid. 
8 


Richard N. Owens, Introduction to Business Policy (Homewood, 111.: 
Richard D. Irwin, Inc., 1954), pp. 104-106. 


*igwell, op. cit., chaps. i, vii, xi. 
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should apply doubly for government servants. The human element of conflict 
in Government springs from the fact that men have different conceptions of 
what is "right," “wrong,” "good for the Nation,” “top priority," "legal," 


"democratic," or " commmnistic.'° 


Wot only can individuals conflict in their 
opinions with each other, but also a great deal of self-conflict can arise 
when the government servant is faced with deciding whether he should take the 
only course which he considers "right" and "for the good of the Nation," when 
he also believes it to be "unethical." 

Our Constitution, born out of a violent period, left a good deal of 
room for conflict, short of bloodshed, in govermment processes. The framers 
of the Constitution realized that men will always hold different values, 
loyalties, and judgments. Understanding this, they wisely separated powers 
so that the attempt of any one individual to impose his values on the country 
could be checked to same degree. So we were given law, born out of conflict, 
recognizing the value of agreement. But the lew also assures that if there 
is disagreement between the branches of government, such disagreement may be 


heard and, if strung enough, check the intentions of the other branch, within 


the law. 


Conflicts Involve Uncertainty 
Not only are values important, but the relative importance of one 
value over another, or one government program over another, is constantly 
being weighed. If the President, Congress and the military possessed all the 
facts on an issue, could portend the future, and had the wisdom of Solomon, 
they might never disagree. Neither the present nor the future is seen in the 


same light by men, nor do men possess infinite wisdom. Nevertheless, they are 


104, craig Baird, General Speech (Nev York: McGraw-Hill Book Co., 


1949), chep. x. 
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7 
constantly required to make deniszons involving the future of the country 


with a minimum of information eat hand. As an example, consider military ex- 
penditures. Approximately fifty-seven percent of government spending is for 
national defense. How can the wisdom of this huge amount be judged? Not even 
hindsight can tell us what would have happened if the money had not been 
spent. Nor do we have complete information to enable us to choose between 
alternate programs today. Our Wation's future rests in the hands of men who 


have the courage to make decisions in the face of uncertainty. 


Conflicts Involve loyalties“ 


In @ superior-subordinate relationship, such as we find in Government 
and in the military service, loyalties are pretty well defined by law and 
custom in the lower echelons. However, as the Government pyramid gets closer 
to the people (Washington), loyalties become somewhat confused in the minds 
of responsible individuels. Consider the head of e military department, com- 
missioned to obey the orders of the President. He has been trained to give 
unswerving loyalty to his superiors. He has sworn to defend and uphold the 
Constitution. He has also been trained to speak his opinion until a decision 


has been reached, at which time he should diligently carry out his orders 


19 He has also been tr@ined that loyalty is a 


without regard to his opinion. 
two-way proposition extending from superior to subordinate and vice veren. 

Place this military officer in a congressional hearing regarding 
appropriations or the Defense Department reorganization. where does his loy- 
alty lie? In the hearing, decisions regarding his future and the future of 

Liliiem A. Reitzel, "Decision Making—A Primary Executive Responsi- 
bility,” lecture before the Industrial College of the Armed Forces, Washing- 
ton, D. ©., September 23, 1959. 

12 well, op. cit., chap. xii. 

13 nepartment of the Army Field Memal FM 101-5, Staff Organization 


and Procedure (Washington, D. C., U. 5s. Govermment Printing Office, 1950), 
chap. i. 


1 vary General School Special Text No. 1, Leadership for the Company 
Officer (Fort Riley, Kansas, n.n., 1950), chap. i. 
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8 
his department will be made by Congress which has the constitutional authority 


to raise and support the Army and Navy, as well as to publish regulations 
governing then.?? The nilitary man is placed in the conflicting situation in 
which he may be accused of insubordination by his superior if he does not sup- 
port the President's ee At the same time his superior does not have 
the power of decision.*! Within the law, the secretary of a military depart- 
ment or a member of the Joint Chiefs of Staff may bring matters before 

Mh kvace This has been dubbed "legal insubordination” by the executive 

L9 


branch. Is it a good definition? Even the words are in conflict! 


Conflicts Involve Communications 

A conflict of opinions comes to nothing if it remains in the mind of 
the dissenter. Modern communication techniques can quickly widen the scope 
of a govermment conflict and make it "the business of the people.” Depending 
on the use of communications, the conflict may either stay within normal 
bounds or assume nationwide significance and importance. Military men, such 
as "Billy*Mitchell and General MacArthur, chose to throw their conflicts on 
the world sounding board. They met with more drastic discipline within the 
executive branch than that meted out to those who ere merely "legally insub- 


ordinate." They chose to circumvent the customary commmications chain. 


Conflicts Involve Time and Space 
An old military "stock answer” used in responding to academic tacti- 


cal questions is: "That depends on the situation and the terrain.” Useful 
15 
U. S. Constitution, Art. 1, sec. &. 


Wu nerense Organization," Armed Forces Management, November, 1959, 


ie. eo. 
def ; : 
U. S. Constitution, loc. cit. 
1S, S. National Security Act of 1947, as amended (50 U.S.C. 401), 
sec. 202. 


armed Forces Menagement, loc.cit. 
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as an answer, it does not solve problems. ‘The military man who waits for a 
complete picture of the situation and the terrain will wait until he is 
defeated. 

Like other government officials, the military man must make decisions, 
viewing the situation and the terrain through @ misty window. His hope is 
that his decisions, forcefully carried out, will be the best to meet a chang- 
ing situation and place him in an advantageous position for future goals. 

Situations constantly change. An answer for the problems of today may 
be completely useless for similar future problems as time changes perspec- 
tives. The situation may change slowly or abruptly. Generals Lee and Grant 
at Appomattox would have used, one day before the surrender, whatever means 
each had to destroy the other. Once the retreat of Lee's army was blocked, 
both men saw the conditions and duties of peace as being much different from 


those of wee. 


Conflicts Rarely Involve Absolutes 

Men do not argue over black and white. Conflicts occur in the gray 
regions where one man sees more black and the other more white. Coupling this 
concept with the influences of time and space, one can see that he who holds 
to a principle which solved @ problem five years ago may meet head-on with 
one who holds to a contradictory principle suitable for five years hence. 
Which one is right Bor today? 

Compare this to the problem of budgeting for military weapons. Is it 
any wonder that there should be disagreement over which weapons should receive 
prime consideration? Who can say wheat is right for today or the future? 
Nevertheless, the decision must be made, in changing times, in the face of 
uncertainty. 


20 owell, op. cit., p. 9. 


r) 
“lipia., chap. i. 
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10 
Conflicts Involve Principles With Limits 
A favorite technique of joke writers is to take e principle held to 
be good amd “stretch” it to absurdity. thus "cooperation” could reach the 
extreme of “two Chinamen doing each others leundry.” Changing times often 
eause orthodox goverment decisions to reach ridiculous extremes. A govern- 
ment department or military organization, bullt on limited, inflexible prin- 
ciples, can become expensive and unnecessary as time stretches these limits. 
Temperance, legally installed beyond its limits, as prohibition, became a 
governmental liability. We believe in free competition, but we apply enti- 
too “successful” at freely competing 
when they restrict the freedom of others. Persoual liberty is limited by 


trust Limitations on those who becom 





certain police powers. 

fhe application of Limited principles can be seen in fiscal policy 
where the limited principle of budget balancing has given way to the limited 
principle of proximate palance.°? The limite of this principle seen to have 
been exeeeded also eas deficit spending contimes in good times anid bed. 

Problems faced in choosing 8 proper Defense Department orgenization 
and the management of new weapons systems also indicete that time, techmlogy, 
emi spece have snapped the limits of old principles, and new ones mist teke 


‘amiy plese” 


Conflicts Involve Conceptual Skills 
Not only do principles have limits, but individual minds—sheped by 





educetion and experlence-—view problems in a different frame of reference. ‘as 
22 tia. 


“3 John A. Beckett, “the Processes and Critical Issues of the Federal 
Budget,” The Controller, June, 1959, p. 202. 


2 and Forces Management, loc. cit. 
Ot owell, op. cit., chap. xiii. 
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Not only are men limited by incomplete information, but the information they 
do have is colored by their viewpoint. Individual minds are limited in their 
ability to understand given information. Thoughts lose their cogency because 
of the problems of semantics in comminication. 

In the governmental processes, differing conceptions of the same 
problem create some of the hottest conflicts. 

Consider a piece of legislation. The President sees it as good be- 
cause it is "good for the Nation." The congressman sees it as "bad" because 
it will throw 10,000 voters from his district out of work. The Supreme Court 
views it as bad because it is "illegal." Each branch views a different facet 
and pronounces judgment. 

For men to be of accord, & common conception of a problem requires a 
great deal of communication and. a History is replete with ex- 
amples of failures of projects due to the incomplete concept of a particular 
problem. If General Stuart had shared General Lee's conceptions, Gettysburg 
might not have been e Southern defeat.“! tr General Jackson had told his 
generals his future plans at Chancellorsville, the Union defeat there might 
have been dome eve. 

A need for better conceptual skills exists in Government today. This 
is especially true in the Department of Defense. Rapid evolutions and tech- 
nological advances bring on conflicts, many of which could be solved by 
broader knowledge. Organization structures and control measures can hinder 
or assist in the development of conception. 

So-called "inter-service rivalries" are caused by differences in con- 


ceptual skills. This can be attributed simply to a difference in 


26 soseph Peleg, "Controller Communications with Top Management," 
The Controller, April, 1959, p. 159. 


=Tmetcher Pratt, Ordeal by Fire (New York: William Sloane Associates, 
Inc., 1948), p. 216. 


Ibid., p. 194. 
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” But there is @ danger to the country if one conception should 


occupations. 
reign supreme. fhe defeat of the Spanish Armada shows that a splendidly 
equipped army cannot win a naval battle. ‘The charge of "parochialism" that 
the President has recentiy hurled at certain military men indicates that he 
regards thelr conception as limited and narrow. Although the issue over which 
the charge arose will not be judged, an important point to remember is that 
specialized study may increase lkmowledge; but it may not increase wisdom, 
mental balance and the ability to find the right limit between conflicting 
opinious 2 . 
There is always danger of misconception wren one fails to completely 
investigate and understand the opinions of others before he passes judgment 
on them, or before he "takes a stand” on a certain problem. Politicians can 
efford themselves the luxury of fighting things they do not understend. The 
military departments should not make that mistake. History has shown that 
each needs the other more than the Nation needs any one in its present form. 
World War Ii was won by each Service providing support for the other ani the 
understanding of common problems by men of conception. This should not be 


forgotten in times of peace. 


Conclusion 
Qur Govermment was formed with the knowledge that conflicts always 

will arise mt that they should not go uncontrolled. One cannot mralize or 
say that conflicts are in themselves good or bad. Evolution may bring on con~ 
flicts or conflicts mey bring on evolution. As long as men differ in exper- 
idence, heredity, environment, association, reasoning ebility, and education, 
they can be expected to have differing conceptions of any problem. Further, 
they may conflict on equal terms or on superlor-subordinate terms. Conflicts 





“rowell, loc cit. 
39nia., pp. 150-252. 
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come about by change when old principles no longer fit a new situation, 

There is a need for conflict as well as a lack of conflict. Conflicts may 
bring about change more rapidly and yet the widening of the scope of @ con- 
flict outside the bounds of custom or law may hurt national prestige. For 
this reason, men with broad conceptual knowledge are necessary in Govermment. 
Although specialization is required, a specialist can be dangerous if he can- 
not conceive a total problem. Communication and an attempt at understanding 


can eliminate or make unnecessary many government conflicts. 








CHAPTER III 
THE ARENA OF CONFLICT 


Introduction 

Our Nation might be compared to @ many-ringed circus with its people 
as both the performers and the audience. The rings overlap. The controlling 
ring is the Goverment containing the ringmaster end two equally large rings 
each of which checks the other. Not only do the rings overlap, but they con- 
tain smaller rings. The people jum from one ring to another, try to expand 
the ring they happen to be in, and jump in and out of the Government ring. 
The show is confusing, viewed as a whole, but the performers own the show end 
would not have it otherwise. Since they can see only a few rings at a time 
they are usually most concerned with those surrounding them. Bearing in mind 
the nature of conflicts, let us see if we can view some of these conflicts as 
they involve the Nation——the large arenea—and specifically the Government 


which is the controlling ring. 


The People 
The people individually are fine folks, like you and I. But they, 
like we, are in conflict within themselves end with other people anid groups. 
They feel that Government should place more restrictions on others, but allow 
them more freedon.” : Individually, they find that they can do little about 


freeing themselves and imposing their wills on the Government and others. 





1 mer B. Staats, "The Government Sector of the American Economy,” 
The American Political Science Review, March, 1953, p. S4. 
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There are representatives in Congress, however, who have a greater 
degree of power, so the people join pressure groups and political parties to 
exert influence on their representatives. To a certain degree their represen- 
tative will respond to the will of the people. 

The Government influences the people to a great degree. Its many 
forces influence the: national economy, standard of living, health, educa- 
tional level, transportation, commmnication, and income of the citizen. The 
complete effect of government on the people is hard to measure and difficult 
to comprehend. That the people sometimes fail to grasp the significance of 
the complete interaction of government is understandable. That they should 
not be interested is inexcusable. Those who are not interested in government 


are not interested in themselves. 


Public Opinion”“ 

A slogan of the middle ages was, "vox populi, vox Dei," (The voice of 
the people [is] the voice of God). Public opinion has been misconstrued many 
times. Just as an organization is not a living thing with a mind of its own, 
neither is a "public" a living thing. A public consists of people; public 
opinion, in its broadest aspect, means that the majority asserts, and the 
minority ungrudgingly accepts, opinion toward a certain subject. 

There is a real power in public opinion. It gives sanction to or 
drops support of laws, such as it did with prohibition. It sustains social 
agencies and institutions such as organizations, churches, and schools. It 
upholds social and moral standards and it vitalizes public morale. 

Public opinion can override conflicts, for any program or attitude is 
valueless without public support. The mere existence of a known opinion can 


prevent, strengthen, or quickly quell a govermmental conflict. For this 


3- benjamin H. Williams, The Economics of National Security, Vol. III, 


Public Support, oe Security (Washington, D. C.: Industrial College of 
the Armed Forces, 1950). 
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reason, those who wish to make their conflicts a public issue make a habit of 
doing so with their "ear to the ground." They also attempt to educate the 
public by widely broadcasting their viewpoints. 

Public opinion, though often hasty, is overwhelming in its immediacy. 
Since it is informal in nature, it reaches beyond written laws in influencing 
behavior and affecting personal opinion; therefore its influence is greater 
than law, which mst wait for debate and action. It is less mechanical than 
law and adjusts itself to all situations. While law hesitates to strike at 
motives, public opinion is quick to pass judgment on individual motives. It 
can be seen, then, that public opinion is perhaps the greatest controlling 


element in public conflict situations. 


33 


Pressure Groups 

A pressure group is a minority public thet acts through lobbying or 
propaganda to force or defeat legislation or alter public opinion. This is 
done by concerted pressure upon legislatures and public opinion. Different 
pressure groups often have different motives, but each is certain that its 
claims are made in the "public interest." 

The success of pressure groups depends to a large degree on the 
publicS or legislature's acceptance of their representation. Recent lampoon- 
ing of the resolutions adopted by the Daughters of the American Revolution 
[DAR] would indicate that their pressure is not blowing any "pop-valves" 
either in Congress or on the street. 

The effect of pressure groups on the public depends on the ecceptance 
by the —_— The effect on Congress depends to a large degree on wnether 
the Congressman believes that the objectives of pressure groups represent 


the objectives of the public he represents. 
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Congress 


Congress is the great pulse of public opinion. Lord Bryce claimed 
that in America the most valuable index to public opinion is the popular 


34 This is rather vague because one man may stand for many things, 


election. 
but Congressmen are certainly interested in public opinion as expressed by 
the press, radio, television, and public opinion polls. 

It is in Congress that the conflicts of the people begin to affect 


National Government. Consider the following: 


1. The people want more government benefits and fewer texes. Although 
current fiscal theories of proximate balance hold that a period of prosperity 
should occasion an excess of revenue over government spending, deficit spend- 


ing is the rule of the day. Congress spends for the people and delays the 


_ payment.?? 


2. Legislation currently is directed on lines favoring the four major 
groups with great political power: business, labor, agriculture, end 
36 


veterans. The group representing the aged may even overshadow the veterans 
as years of peace accumulate. 

Congressmen must carry within themselves the conflicting desires of 
the people they represent. As they gain experience these conflicts become 
more vivid. They learn that local interests are often in contradiction with 
the national welfare.?! A Congressman who is faced with deciding for or 
against &n issue that will benefit his constituents to the detriment of the 


Nation has a weighty decision to make. 


h 
"Tid. 


DP gteats, loc. cit. 
36 


Ernest S. Griffith, Congress: Its Contemporary Role (New York: 
New York University Press, 1956), p. Loh. 


7 'congressman Williem Bates, lecture before the Navy Graduate Comp- 
trollership Class, The George Washington University, Washington, D. C., April 


27, 1960. 
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To simplify the Congressman's interests, they might be categorized 
as: 

1. Keeping his job 

2. Serving his constituents 


3. Serving his country. 


_The conflicting nature of these interests would lead one to wonder 
how any one man could serve over one term and preserve his sanity. Further- 
more, one would query how any man with self-esteem could perform all three 
and still sleep at night. Surprisingly enough, the great men who have served 
a significant portion of their lives on the "Hill" have learned to "play the 
political game" and earn the respect of the public as well. They have learn- 
ed early to see the two sides of every conflict, to accept conflicting prin- 
ciples as they exist, and to engage in conflicts with spirit and a philo- 


sophical attitude, protecting those values which they consider most important. 


The President 

if the Congressman's conscience bothers him, when he places local 
interests before those which he considers best for the Netion, he can reassure 
himself with the thought that the founding fathers recognized the need for 
someone to represent local interests and herce established Congress. Although 
Congress, as a whole, represents the Nation, the individual Congressman 
represents only & segment. The President is the one man on whom the praise 
and blame for national accomplishments can be placed. As such, he mst re- 
solve the conflicting interests of the people into policy within the law. 
His powers have expanded with the tremendous growth of government activities, 
the need for direction and leadership in policy and legislation, and the 


36 


quick successions of national crises. 


Bprederick A. Ogg and P. Norman Rey, American Government (New York: 
Appleton-Century-Crofts, Inc., 1948), chap. xxi. 
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Not only does the President have broad powers, but he has certain 


limitations which often bring him into direct conflict with Congress. 


Legislative-Executive Conflict 

Congress and the President are in agreement on urgent issues, or 
those which command common loyalty .?7 On other matters, conflicts are cen- 
tered around differences of opinion and attempts of one branch to trespass on 
the other's authority. Each branch has its own responsibility over which it 
maintains jealous surveillance. On occasinn one will use its authority to 
limit or thwart the litentions of the ian," 

The most obvious Presidential powers are the veto and power of appoint- 
ment. On certain occasions Congress, peculiarly, can use the President's veto 
to win votes at home by voting for measures they are certain the President 
will veto. 

The President can exercise patronage or black-listing both on 2 per- 
sonal or geographic scale. Geographic patronage can affect the militery when 
military construction is used by the executive branch to secure support of or 
opposition to certain measures. 

- (Congress has the power of the wiped The President can accomplish 
little without financing. Congress can use this power particularly well by 
specifically itemizing, restricting, and limiting the amounts and manner in 
which appropriations can be spent. ‘The President sannot exercise an item veto 
on these bills, and Congress, realizing this, passes appropriation bills in 


such form and at such a late date that complete veto is highly unlikely. 


J erifrith » Op. cit., chap. v. 


"Ona. » chap. iv. 


th eius Wilmerding, Jr., The Spending Power (New Haven, Com.: Yale 
University Press, 1949). 
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While Congress can limit the President's financing, the President 
has the power to leave umused, or control by apportionment or expenditure, 
funds which Congress may desire to be speaus”” The President, or executive 
agencies, if they feel that funds are entirely insufficient, may spend the 
entire amount prematurely and request additional funds. On one occasion, the 
Post Office Department did just this and Congress was forced to grant addi- 
tional funds. Although Congress’ wrath was loud and long, it was impotent 
egainst the tide of public opinion that would ensue should mail stand un- 
delivered. *? 

Thus, almost every check or balance of one branch has an appropriate 
counter that can be exercised by the other. Unlike other forms of govern- 
ment, such as the Cabinet system, a Presidency can result in lingering con- 
flicts between pees 

Cne weapon of the President that Congress can do little about is the 
fact that the President is the President. ‘The power of his prestige is 
enormous. The executive branch has also a vast accumulation of facts and 
experience tO draw on. 

Congress can investigate as well as appropriate. These powers fre- 
quently involve what has become known as the fourth branch of Goverment 
—the bureaucrecy. The power of the purse or the threat of 2 congressional 
investigation can significantly alter the actions of a bureau. Congressional 
oversight of goverment operations can result in punitive or commendabie 
results. Qn occasions, the executive branch has refused to honor requests for 
information by Congress, claiming executive privilege. Once, in the McGrain 


Vv. erty case ,? the Supreme Court declared that Congress did have the 


42a ierith » loc. cit. 


\3usjimerding, op. cit., chap. vii. 
—" and Ray, loc. cit. 


‘Sqrifith, op. cit., p.32. 
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right to such information, not available elsewhere, in the aid of the legis- 
lative function. Although Congress may have the euthority to request infor- 
mation, there would be little likelihood that the refusal to disclose informa- 
tion, if ordered by the President, would result in a contempt conviction 
because: 

1. The executive department would be required to prosecute a member 
of the executive branch who was acting under Presidential order. 

2. The President could pardon in advance. ‘The only recourse in such 2 
case might be for the Senate to order that a person be held. Wisely enough, 
neither branch has pushed such matters beyond the oratory stage. 

Although these bureaus are often administered by the executive branch, 
the appointment of the bureau chief has been confirmed by Congress. Further- 
more, the power of the purse anid the investigative powers of Congress may 
exert considerable pressure on bureau members who Wish to keep their jobs. 
Such devices as plecing time limits on the life of agencies, or requiring 
certain action to be reviewed by congressional committees before approval, 
ereate & real conflict of loyalty on the part of department heads. So we 
find that not only do both branches block each other, but clever circunven-~ 


tions exist and have been used. 


The Bureau of the Budget*° 


The Bureau of the Budget came into being in 1921 under the Budget and 
Accounting Act. In 1939 it wes moved to the Executive Office of the Presi- 
dent. Acting in the "shadow of the President,” it speaks for him on matters 
concerning the budget. it reviews agency requirements and prepares the 


Presidential budget for his approvel. It exercises control over budget 


Menten Morstein Marx, “The Bureau of the Budget; Its Evolution and 


Present Role," American Political Science Review, August, 1945, p. 653. 
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execution, determines avportiomments, analyses proposed legislation, and 
stimulates uanagement and orgenization improvements. Over the years, the 
Bureau truly hes become poverful in financial management, clearing of legis- 
lation, and Goverment organization matters. 

The conflicts which center around the Burem of the Budget are con- 
eerned with the duty of the Director of the Bureau of the Tudget, as the 
midget advisor to the President, for formulating a budget within the frame- 

rk of the national fiscal policy aml the goals of the administration. If 
the President celis for a balanced budget, tnen the budget mst epproximte 
the Secretary of the Treasury's estimate of receipts. When the budget esti- 
mate mst be cut to correspond with the receipts, the scremming begins. Kkhen 
® cut involves the military, resentment is felt by those who feel the Budget 
Director is not qualified to “direct militery policy.” Congress becomes in~ 
ecensed when the Budget Director impounds or does not epportion funds to sup- 
port favorite projects. The specific overtones of these conflicts vill be 
explored later. 


The Depertment of Defense 
Te Office of the Secretary of Defense has grown in size and power 
since its organization in 1947. Secretary James V. Forrestal, the first 
Secretary of Defense, believed that the Secretary should coordinate rather 
then administer the militery establishments. His reasoning was as follows: 
lL. Even one single service is so complex end vast that its 
Commander is hard pressed to direct it. 


2. An “administering” Secretary of Defense would become 
swamped in detail. 


3. The civilian head of a military service has more . ete 
and responsibility than he can efficiemtly handle.‘ 


‘Te gene J. Duffield, "Organizing for Defense," Harvard Business 


Review, September-October, 1953. 





a5 


Forrestal felt that the Secretary of Defense should coordinate: 
(a) finance, (b) recruiting, (c) assignment of missions to the Services, 
(ad) assignment of the Services primary responsibility for certain weapons, 
(e) composition of forces, and (f) resolution of disputes over command 
assagunents. 

Reorganization Plan Mo. 6 of 1953, and the 1958 Reorganization Act, 
have taken the Secretary of Defense out of the business of coordinating and 
mede him an administrator, for better or for worse. Placed upon him now are 
the duties of operational management and administration over the entire 


Department. The only restrictions on his powers are: 


1. He cannot merge the military departments. 

2. The change of statutory functions are subject to the review of 
Congress, excepting the development and use of new weapons 
systems, and common supply and Service activities. 

3. He shall not bave a single Chief of Staff, an over-all Armed 
Forces Chief of Staff, or any other military staff other then 
the Joint Chiefs of Staff. 

4. he secretaries of the military departments and the members of 
the Joint Chiefs of oe present to Congress any recommen- 
dation they deem proper. 

The gradual centralization of power, of course, hes met with some 
resistance and conflict. The nature of the conflicts centers around loyalty, 
opinions of what constitutes a proper organization, the personalities in- 


volved, the present international uncertainties, communications, and conceptual 


skilis. 


Conclusion 
The military officer is part end parcel of these arenas. First, he 
is @ citizen. He, too, must pay taxes; and he, too, complains with the other 


citizens of this burden. He, too, wants more from Government in the form of 





WS a med Forces Management, loc. cit. 
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2h 
pay, commissaries, exchanges, social security, retirement, medical care, and 
other benefits. He forms a part of a public—the military public—end his 
voice is heard with the other citizens when the people speak. He mey belong 
to veterans’ organizations, the Netional Rifle Association, or other groups 
which pressure for special consideration. He is paid by congressional eppro- 
priations bills and Congress writes the laws governing the Secretary of 
Defense and his military departments. Since the President is his Commander-in- 
Chief, he may find that feelings of mixed loyalty influence his attitude toward 
the President, other executive agencies and Congress. As a@ member of a 
Military establishment, he way feel that the status of his Service is being 
over-controlled by the Secretary of Defense, creating another internal con- 
flict. These are real problems; these are immediate problems. Their discus- 


sion is the subject of the next chapters. 


= ~ @ 

] 68 
ee ee ee ab 

Pe ee ee ee ee 
ee ee) ee ee | 
a ak ok ee a eed lllliind * 
at io ee OS ee ee 
- re we! ee se te tee ot hu 
ae 0 © ee ees -cee Ge oh ae See 
es Oe 1 Oe ea oe Ged St ee 
5 ee EO LY aR me 
Pe me a ee ee ee ee ee 9 om 
ee ee 
— £ = ae fe eee (ee tee pe ee 
——- Pas 7) S 















CHAPTER IV 
THE ORGANIZATION AND MANAGEMENT CONFLICT 


introduction 


The Government is the most important single factor affecting the 


national — 


This has been occasioned by the demand of people for ex- 
panding govermment activities. The Government operates trust funds; employs 
one out of every six employed persons (including military); makes grants, 
loans, gu@rantees, and directs payments; provides goods and services; pro- 
tects the consumer; and taxes the citizen. The military spends about half 
of the budget yearly. 

Forty billion dollars is an amount nearly impossible to comprehend. 
To the businessman an organization with an annual spending budget of that 
amount is equally difficult to fathom. The Department of Defense yearly 
spends an amount equal to the total sales of 12 of the Nation's largest 
corporations. 

In contrast to the pre-World War II era, the mechanization of war has 
grown by leaps and bounds. During World War II, and in such limited situa- 
tions as the Korean Campaign, it was possible, by delaying tactics, to trade 
space for time—time to prepare; time to mild; time to re-egquip; time even 
Wl develop, produce, and distribute the needed weapons, while training the 
men to use them. The current situation accepts the premise that there may 


not be such an opportunity in the future. As a deterrent against action by 


‘etente, loc. cit. 
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our potential enemy, time has become much more precious. The current think- 
ing holds that even time in the development stage cannot be wasted. The 
missile-space race places @ premium on the shortest possible time lag between 
drawing board and issue of the newest weapons, requiring organization and 
precise control to eccomplish. 

But a conflict immediately appears. With 57% of the tax dollar going 
to defense, such a system mst seve money. ‘The basic complaint of some 
Congressmen is the duplication of missile systems, the duplicetion of support 
facilities, the duplication of air fields and functions between the separate 
Services. In many respects it will be shown that some of these goals—-time 
versus expense—reach toward opposite objectives. Several solutions to the 
organization conflict have been suggested. Before exploring them we should 


Look at our present defense organization. 


Organization for Defense 

The Hoover Commission Reports blamed the considered policy of 
Secretary Forrestal for the "slow progress" under the 1917 organization.? “6 
If the Hoover Commission had considered the nature of conflicts they might 
have reached other conclusions. The First Hoover Commission was composed of 
dedicated men with broad experiential backgrounds. But they approached the 
executive branch with different objectives, viewed it on one small facet— 
organization—and then declared that Forrestal's policy had produced "slow 
progress." They then proposed their solutions. ‘These solutions implied that 


organization was the answer and that their over-all solutions would save 3.5 


billion dollars enc reduce taxes 2 billion dollars. Although many of their 





70, -adley D. Nash, A Hook in Leviathan (New York: ‘The Mecmillan 


Company, 1950), p. 111. 
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proposals had been accepted, the Second Hoover Cemmission found the Government 


in "bad shape.” oi 


The trend toward centralization in the Defense Department has continu- 


ed since 1947, with central administration aud management slowly crystallizing 


in the Office of the Secretary of Defense. This centralization of power, in 


the writer's opinion, has both advantages and limitations. These are clearly 


the advantages ani limitations of centralization versus decentrelizatwion and 


the conflict of objectives inherent in discarding one system for the other. 


The advantages of centralized administration are: 


1. 


Lower expense due to the use of less-skilled personnel 
in subordinate positions 


Widespread application of the umusual skills of top 
management 


Regulation of quality, service, etc., through strict 
directives. 


Decentralization through delegated authority has the following 


advantages; 


1. 


rea 


Relief of senior executives from time-consuming 
details 


Increased flexibility due to decision making without 
waiting for approval 


Greater interest and enthusiasm by lower levels be- 
cause increased authority and responsibility yield 
more pride of accomplishment 


Development of igs for promotion to positions 
of higher authority. 


71 Senes W. Fessler, "Hoover Commission Reports," Americen Political 
Science Review, March, 1957, p. 153. 


? “Willian H. Newman, Administrative Action (New York: Prentice~Hall, 
Inc., 1951), cheap. xii. 
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25 
The 1953 Reorganization Act, while a centralizing vehicle, wisely 


did not accomplish the unification under ea Giief of Staff, as the Army and 
some members of the Hoover Commission desired. Instead, a centralized-policy 
—decentralized-operations system allows the Secretary of Defense to control 
unified commands in a decentralized manner through the Joint Chiefs of Steff. 
At the seme time, through the Secretaries of the Departments, managerial con- 
trol (policy) is centralized. Centralization of such control tekes away mich 
of the discretion, once in the hands of the civilien Secretaries, for it 
allows the Secretary of Defense to manipulate the development and assignment 
of new weapons, and logistical services as he sees fit. He also can abolish, 
transfer, and reessign non-combatant functions, subject to congressional cb- 
jection, within 50 days after notification of a ., 

There are major conflicts in the present orgenization. It should be 
emphasized, however, that the writer does not see the all-powerful disaster 
or panacea thet the Hoover Commission saw in “organization.” The military 
man should not be concerned with organization, for organization's sake alone. 
The real problem lies in the answer to the questions; 

1. What is the law? 
cates 

2. Within the ieg2l organizetion, what human actions can work to 
advance or deter sound defense? 

The advantages of the present system are those of centralization. 

Toe conflicting disadvantages which, in the writer's opinion, will soon appear 
more evident, are: 

1. Decline in the prestige and freedom to act of the civilian ser- 
vice Secretaries. If the Secretary of Defense should desire to dictate 
policy @long narrow lines, the service Secretaries could be effectively by- 
passed. It is @ well recognised concept of centralization that there is 





ay, ase Public Law 85-599, 
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little left to do for the intermediate levels of management, but to pass on 

orders from above. ‘Thus, if the Stecirtaent of Defense should issue its di- 

rectives in @ narrow vein, many of the benefits of civilian control-in-depth 
would soon disintegrate. 

2. The management of the military departments would become inflex- 
ible. This was Secretary Forrestal's fear. Although such a system might 
effect economy by eliminating or by-passing intermediate staffs, this might 
be more than offset by the lost motion incurred. Communication lines would 
pe flooded with reports and directives. Time would be lost waiting for 
decisions and approvals. The Office of the Secretary of Defense would expand 
in size end complexity. 

3. Decline in interest, morale, and enthusiasm by the military 
departments es their authority and responsibility diminished. 

4, Decline in the management ability and fitness for promotion by 
members of the military department. [Decision-making ebility improves with 
exercise]. 

These are the obvious conflicts that can be anticipated. The less 


visible disadvantages will. soon be discussed. 


Civilian-Military Relationships 

Regardless of what meny military men unofficially proclaim, there is 
& real value in the civilian-control-in-depth over the militery. Although 
femiliarity may breed contempt in some relationships, the Navy has learned to 
respect the accomplishments of its civilian Secretaries. 

Since the surrender of the Confederate Army, Grant's strategy or 
massive force has been employed by the American military. ‘There has been 2 
tendency to over-steff and get the "best regardless of the cost." Consequent- 
ly, we never, during World War II, were able to mitch Russia or Germany in 
what ve might call “division-efficiency." ‘This could be defined as mmber of 
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30 
men in uniform divided by the number of divisions in the field. Always, our 
service Secretaries have been the proponents of efficiency. Today, instead 
of the strategy of Grant, we are faced with a possible situation where we may 
be the underdog in industry, productivity, end resources; and will certainly 
be the underdog in manpower. We need to discard the strategy of Grant and 
study the strategy of Lee and his lieutenants. Where we lack resources, we 
mist have resourcefulness; where we lack industry, we mist have industrious- 
ness; where we lack manpower, we mist have cleverness and decisiveness; and 
where we lack mass, we must have speed, fire-power, communications, and 
maneuverability. 

Civilian Secretaries have long been noted for their constructive 
criticism of traditional military methods. Civilians forced the Navy to use 
steam and ironclads, the Army to mechanize, and the separate Services to 
recognize technical improvements. Their influence-in-depth has often forced 
the Services to open their eyes to the demands of the Nation. Also, the less 
abrupt transcemdency in commnications and language from the military mind to 
the civilian mind has helped create better understanding. The military and 
the people have had fewer conflicting aims. 

In most cases, this control has worked well. Unhappily, on few 
occasions, the loyalty paid the Secretary has not been returned. After 
assurances to Congress that no restrictions would be placed on witnesses in 
the "B-36 controversy," Secretary Matthews summarily removed Admiral Denfield 
for his testimony.” 4 Such situations lead the military sometimes to adopt a 
skeptical attitude toward their Secretaries. Motives are involved in con- 
flicts. The civilian Secretary comes and goes while the military man stays 
On. The Secretary's temure is short which causes the military man to fear a 


??arthur Ochs Sulzberger, "Unification and the Marine Corps," (unpub- 
lished paper), p. 158. 
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lack of understanding. Onee umierstaniding and trust are developed, a highly 
effective civilian-militery combination develops. ‘The "Military-partisan” 
attitude of the military man may conflict with the "administration" attitude 
of the Secretary. However, if the militery man is assured that the Secretary 
is doing his best for the Country end the Service, these conflicts, unless 
extremely severe, should not deter an effective working relationship. 


Other Control Conflicts 

Tne restriction of initiative that might result from too mech cen- 
trelization would be a hard burden to bear. Possibly the operating forces 
could be partially protected from deterioration by their respective depart- 
ments, but it is difficult to see how it could be completely apsorbed. Just 
because an organization is in a “unified command” does not mean that the 
commander would not be restricted in his menagerial actions. Nor does it 
mean that he would not be faced with voluminous reporting and requesting 
chores. 

Already govermental restrictions severely limit the managerial 
initiative of the military. To cite only a few restrictions, the nilitary 
men is strictly controlled in: 


1. The classification of civilian personnel 
2. The qualifications of civilian persomel 


3. The ratings and his ability to promte civilien 
personnel 


4, His ability to suspend or dismiss civilian 
personnel 


5. The accounting system he mey use 


6. An auditing system that passes ex post facto 
judgvent on his decisions 


{. Space, supply, ecauipment and paperwork standard- 
izations 
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S. Restrictive mobilization factors relating to con- 
tract placement 


9. White House and congressional inquiry influences 
10. The interest of the press in sensational Service 


accidents ,willful waste, or unnecessary duplica- 
tion. 


Inter-Service Conflicts Concerning 
Organization and Management 


Perhaps the safest prevention of the strong military influence, so 
feared by the founding fathers, is the separation of Services and the over- 
sight of Congress. Some years ago the Merine Corps fought its fight for sur- 
vival. There was unmistakable evidence that without ample congressional pro- 
tection that Service would have been quickly decimated.?! 

Congress end the President have often been irritated by inter-service 
conflicts. Like all other conflicts the relative merits of each proponent 
are hard to judge. Only the test of time and the merits of the arguments 
are valid. But one important and valuable attribute of conflict, in the 
writer's opinion, is that just as evolution causes conflict so conflict 
brings on evolution. For instance, out of the 1947 conflict came not uni- 
fication—-which was the stated purpose—but clarification of the duties of 
the military departments, better coordination, better staff advice to the 
President, and a greater degree of executive control. 

Then with the tightening of the purse strings came the B-36 contro- 
versy. This was en extremely rough storm, both within and without tue Service 
From that controversy came the permission forthe departments to undertake som 


separate weapons development. 


? Omer B. Staats, comments at panel discussion at The George 
Washington University, Washington, D. C., April 27, 1960. 


? ‘guizberger » Op. cit. 


















4 -— = Ss Om — — td. 
> oe «& baal e 
oo ted ee owe tea ahem EP -" —/e 
4=— = =e oe oe _*e wu wailten) ae «@ 


~~ tie weet ee a oe ee Ge on emma 
a. ——— = Py oe ee = (2p =i = 
7 : : ‘ome the toe? @e t 
ee! a ae a ah io Ss oe «. —— 

/ de °&§ fs © eI ee el Ol 2e Se. CK.) 


- — tee &« eo = i = = «yn = ~ cm 


— = ~*~ as & —~he =! —_ «= L. ses 
Cm ‘ a —- oe =— —- ey 
i. oe oA) 1 =~ +e oe ay Ce jetun om 
Ot =—_te@ auf Se Me » io = me os - -_ o-< 
vu ses TO é a. 
‘ im ¢ 


fee «/ = Mew Gt © oe ee Ata” 
ee ie ot * ae (eee 


—_ 


a 








33 

Some of the newer weapons of today grew out of this permission. The 
question of supreme importence today is: Will single control of weapons 
development by the Secretary of Defense allow sufficient initiative within 
the Services? We cannot survive e decade of orthodoxy. 

Time proved that the controversy had beneficial results. I leave it 
to the reader to picture the Korean situation as we might heave entered it 
without a Marine Corps end with no naval aviation. 

The separation of the Air Force from the Army had different effects. 
Air power emerged in its prover perspective, but the leck of adequate ground 
support avietion techniques and airlift canebilities by the Air Foree has 
Left the Army uneovered and immobile. Perhaps the unified conmani system will 
call attention to such crying needs and foster | more cooperative spirit bes 
tween forces as they begin to realize their interdependency in the working 
situation. It has been seid that inter-service rivalries exist only in 
Washington. The direct chein of comand from Weshington to the unified car 


mand may augment inter-service cooperation. 


The Basic Issues of Inter-Service 
or Extra-Service Conflicts 


But should conflict reach such an extreme that it mist be aired out- 
side the Defense Department end the Services, is this bed? Is it wrong for 
dedicated men to disagree or to speak out against what they consider a danger 
to the Nation's existence? One would think it is not; yet the problem is deep 
end complex. These things mst be considered: 

What are the dissenter’s motives? 

Consider "Billy" MitenelL. > A maverick from the beginning, he pro- 
claimed that an independent air arm was equally as efficient yet a cheaper 





Puelter Millis, Arms and Men (New York: G. P. Putnam's Sons, 1956), 
chap. iv. 
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substitute for the Navy. He invited court martial and, although “losing the 
bettle, he won the var." 

Wartime end post-war Air Porce budgets have proven Mitchell's economy 
arguments false. Bombing surveys have seriously questioned the efficiency 


gument. There is some evidence that Mitchell may have done more to retard 





the emergence of the Air Force @s a mature arm with a balanced doctrine. ‘The 
Army Air Foree entered World War II with Mitchell's doctrine of “ignore the 
hostile army - destroy the vital centers." if we can believe the bombing 
surveys, we find that this theory proved to be an expensive and relatively 
ineffective project. The crounml soldier, the Iavy, the tank, end the tacti- 
eal eircraft defeated the enemy. Mitchell's doctrine, however, was resur- 
rected in the eyes of the public, with the droyping of two atom bombs over 
Japan. 

Mitchell's doctrine survives as we enter the missile age. It is now 
necessary ac @ deterrent to war because of its unbridled savagery. Whether 
it will be used on a future battlefield is a grave question. 


What initiated the dissent? 

Consider General Machrthur.?” In Korea he correctly stated that a 
“new war" had opened when the Chinese hordes plunged across the Yalu River. 
He demanded authority to bomb the Yalu bridges ani was refused. He leunched 
an offensive andi was defeated. Khether the bombing of the Yalu bridges 
would have prevented this defeat will never be Imown. But MacArthur could 
not admit defeat in the field, so he placed the responsibility on his Com- 
mender-in-Chief. His return, efter his relief, resembled a triumph. ‘Imegin- 
ation allows us to picturs the reception he would have received hed he in- 
dulged in the seme recriminations efter his escape from the Philippines. 
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What results do the dissenters achieve? 

Without doubt the badly needed reorganization of the Defense Depart- 
ment came about in the form of "coordination" rather than "unification" 
through dissent on the part of the Nevy. Fossibly dissenters will be needed 
in the future to deter the seemingly unavoidable concentration of power in the 
Defense Department, should such concentration unduly restrict the Services in 
the accomplishment of their missions. 

Conflicts today are centered @round missions and means; this seems to 
pe an ever-recurring point of argument. The nuclear submarine, the space 
prograa, and the missile responsibility progrems were born out of dissent that 
became public. 

Granting that organizations must be efficient, it does not follow that 
a defense organization is in the business of "saving money." Defense is the 
business of a Defense Department. One of the most pressing arguments for 
reorganization advanced by the Hoover Commission was that reorganization 
would "save money.” This is well and good, but a defense structure that 
saves money, but deteriorates from within, means a loss of the Country, if 
it cannot meet the test of combat. 

A centralized organizatinn is probably the most economical, but is it 
the best? The menner in which delegation is handled in such an organization 
determines long-run success. The present structure can be a vehicle for 
either success or misery for the military man, depending on the man in continal. 

To aid his actions and direct him with sound policy, the military man 
looks to his civilian Secretary. Together they can form a smooth trensition 
from govermment direction to military action. 

Freedom of decision is quite limited today for the militery manager. 
He cannot exercise the amount of control necessary in supervising civilian 


personnel, his accounting system is strictly defined. Standardization, in 
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36 
many matters, faces him deily, woile political and public pressures in- 
fluence his wien 

Within the Defense Department, despite restrictive measures sometimes 
applied by superiors, conflicts between Services boil to the top. When they 
become public, changes are assuredly in the making, quite possibly for the 
better. Time and the public wiil judge the issue. 

Organizations are people—conflicts involve people. Organizations 
do not conflict with each other, but the people within them do. Organiza- 


tions are not usually the cause of conflict. The actions of people who con- 


trol and work within organizations compose the founteainhead of conflict. 


Osteats » Loc. cit. 








Foremost in the minds of the well trained military man is the big 
"M'—the Mission. 
and the courses of actinn. While doing this he analyzes the special consid-~ 
erations affecting the possible courses, the enemy situation, and his alter- 
natives. Analyzing the opposing courses of action, he compares the alterna- 


tives and makes a decision. 


CHAPTER V 
CONFLICTS IN BUDGETING 


Before the beginning of years 

There came to the rule of the State 
Men with a pair of shears, 

Men with an Estimate— 

And fashioned with pens and paper 
And fashioned in black and white, 
With Life for a flickering taper 
And Death for a blazing light, 

Tae Armed and the Civil power 

That they might endure for @ span 


e e e ® * ® ® ® e e ® ° e e e 


Mee) Gade SMe seeved wen 


The Military Mind 


"Wheat is my job?" he asks. He then studies the situation 


to the militery man must minimize the uncertainties. 


A perplexing problem, constantly facing the military man is a lack 


of essential information. 


The Uncertainty of Future War 


Olyspling » "The Masque of Plenty," loc. cit. 
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FM 101-5, Op. eit., chap. Vi.. 
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Any plan, to obtain maximum effectiveness, 


Both the United States and Russia are building 
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and improving vast stockpiles of weapons, which conceivably neither will use. 
So, as Dr. Robert Oppenheimer phrased it, we are “Like two scorpions in a 


pattie, "© 


We each have the capability of destroying the other with the 
knowledge that before our poison takes effect we will receive a lethal dose 
ourselves. 

If we will not fight a mclear war, then what? We have invented 
phrases such as "brush fires.” We did not use muclear weapons in Korea, but 
there is certainly some doubt whether that campaign could be called a "brush 
fire." 

The military man mst plan for all possible enemy capabilities. What 
are his own resources? This is @ perplexing problem. Only at the time his 
appropriation bill leaves Congress can the military man estimate to whet 
extent he can finance his a Even then he mst face the possibility 
of @ conflict between the President and Congress with resultant impounding of 
funds originally destined for his department. ‘The military man has learned 
to live with the uncertainties surrounding an enemy. ‘The uncertainties of 
his own position create an anxiety that his training makes doubly difficult 


to bear. 


inter-Service Conflicts and the Budget Process 
The uncertainty of his own position often causes the military man to 
wonder from which point his financing will be attacked. ‘The fact that the 
budget will be sliced between the separate military departments naturally 
results in some competition between programs. ‘his may lead one department 
to publicize the importance of its projects. Conflicting projects, in the 
financial sense, often cause a department to compare the values of its 


project to the values of another department's project. Sometimes this is 


O3uiiiis, loc. cit. 


Osteats, loc. cit. 
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similar to comparing apples and oranges. It also appears that alarming 
statements regarding the inadequate strength of a particular Service often 


reach peak intensity as budget time approaches. 


Executive-Military Differences 
The Service Secretary or military chief of a Service is in a delicate 
erea if he feels the President's program does not adequately support the mis- 
sion assigned his Service. He is faced with weighing his conception of what 
is essential to the defense of his country against the consequences to his 


Service and himself, should he publicly express his opinion. 


Loyalty Conflicts”? 


The military officer need look no further than his commission to know 
that he is subject to the directives of the President and his superiors. He 
has sworn also to uphold the Constitution and defend his country from its 
enemies. The ultimate question facing the military man appearing before a 
congressional appropriations committee is: "Jo what extent can I express my 
disagreement with Presidential Policy?” 

In this situation, the militery officer is torn between conflicting 
loyalties. He is loyal to the President. He has his own conception of 
military needs. He also knows that the Constitution gives Congress the res- 
ponsibility of providing for the common defense and raising and supporting 
the Army and Navy. Herein lies the conflict. As a member of an executive 
department he is legally bound to support the President's programs and 
policies but, as a professional military man, is it not his duty to advise end 
inform Congress, should advice and information be requested? 

Congress is aware of the difficulties faced by the military officer. 


By examining testimony it is difficult to believe that appropriation 


erp, op. cit., chap. xii. 
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subcommittee members could ask such pointed questions in such a tactful men- 
ner if they vere not well aware of the forthcoming answers. In 1949 the 


chief of the Senate Committee told Generel Eradiey: 


I am not suggesting that you ask for more moncy, but I em sug- 
gesting that if you think you should have more money, if you will 
give some of the memvers a little tip, we will open the door for 
you to make such requests as we think you ought to meke. 


Another favorite door opener is: "Do your budget figures represent 
what you originally asked for?" This gives the militery officer the cpporitu- 
nity to explain his original request without publicly stating that he dis- 
agrees with the final request. He can then be asked what prompted his 


original request and why it was reduced. For example: 


Senator Chavez. I know that the committee is deeply interested 
in all branches of the military services. They are all doing a 
good job. 

I also know that the committee as a whole feels that if there 
is anyone we cannot afford to be austere with, it is the Marine 
Corps. 


Strength Provision in 1959 Bill 


In the matter of personnel, repeating the history of the 1959 
appropriation bill, we provided for 200,000 marines; is that not 
correct? 

General Pate. You did; yes, sir. 

Senator Chavez. And it was so stated in the appropriation 
bill itself? 

General Pate. That is correct. 

Senator Chavez. You were not able to utilise fully 200,000? 

Generel Pate. lb, sir. 

Senator Chavez. They cut you down to 188,000; is that 
correct? 

General Pate. Yes, sir; and then on down to 175,000. 

Senator Chevez. I presume that you are acquainted with the 
action of this camaittee and also the action taken on the Senate 
floor with reference to this particuler matter in the supplemental 
bill? 

General Pate. Yes, sir. 

Senator Chavez. The idea of the floor action on the supple~ 
mental bill is to let the Pentagon know that it was the intent of 
the Senete at least that it should be kept at 200,000 and thet we 
disliked any kind of excuses that were made about it. 

Now, tell us, yourself, you could use 200,000? 

General Pate. Definitely; yes, sir. 
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Senator Chavez. What was your request when you originally pre- 
pared the budget? 

General Pate. My original request was for 200,000 for the fis- 
cal year. 

Senator Chavez. Like any other marine you will take what you 
can get? 

General Pate. Yes, sir; glad to get it. 

Senator Chavez. But you would like 200,000? 

General Pate. Yes, sir. 

Senator Chavez. Do you think we should worry about budget mat- 
ters when the world is in the condition it is and cutting down the 
Marines by 25,000 men, when every day they are preaching to us that 
something is likely to happen momentarily? Do you think that the 
only consideration should be budgetary, or should we think ebout 
what they say we should right now, considering the conditions in the 
world? 

Generel Pate. I think the whole thing should be looked at very 
carefully, Mr. Chairman. 

Senator Chavez. Yes, I feel budget considerations are essential 
and necessary. I, for one, do not think they should be considered to 
the sacrifice of our national security. 

You do not have to answer. I think I know how the Marines feel 
about it. 


Resolving Loyalties 
The military officer, faced with a conflict between his loyalty to 

the President, his conception of military needs, and his knowledge of con- 
gressional responsibilities, mist make 2a personal decision. 

1. He is legally and duty-bound to support the President's budget. 

2. He mst realize the limitations of his own concepts evaluating them 
against the sources of information and the opinions of other experts. 

3. He mst realize that others, especially the President, may have 
access to more information. 

4. However, he is also bound legally and duty-bound to give Congress 
the information necesaary to proper legislation. There is a fine point of 
law here as to what constitutes executive privilege. This point has never 


been completely tested. 


ns. Senate Hearings on Department of Defense Appropriations for 1960. 
(Washington, D. C.: U.S. Govermment Printing Office, 1953), Pp. 154. 
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5. In giving the answers to Congress, absolute honesty is essential. 
Facts should be reported as facts; opinions, if requested, should be reported 


as such. 


The Fine Gray Line 

The matter of opinion is the shadowy area. Many of our defense expen- 
ditures lie in this area. The fact that stretegic bombing during World War II 
produced indecisive results did not stop the expenditure of billions of dol- 
lars for strategic aircraft to date. If such expenditures provided an effec- 
tive deterrent, they were cheap, and would have been so at twice the price. 
But one of the bitterest inter-service clashes—the B-36 controversy—was a 
war of opinions, fought on a shadowy battleground by men with differences of 
Opinion and the resolve to make their differences known. 

Frankly, and perhaps rightly so, dissent in this gray area, by the 
military man, involves the risk of loss of status and the Nation's confidence. 
The risks are so great that only men of extreme conviction and dedication or 
else bold fanaticism dare speak. Legally, if the dissent is contrary to the 
President's progrem, the dissenter is out of bounds. Ethically, it is a gray 
area; concerning truth, the only test is the future. 

The balance of risks only prompts military men, willing to accept 
such risks, to speak out when they feel the situation, or a proposed course 
of action, intolerable. They can be assured of the consideration and judgment 
of Congress. This consideration is mixed with skepticism, tolerance, and a 
desire to learn the truth. Congress is well aware of the risks involved. 

They realize that the executive budget is based on many Presidential consid- 
erations; they also realize their own duty to the people. 

Fortunately the language of those who dissent is couched in tact, 


propriety, and diplomacy. For example: 
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43 
Senator Chavez. May I ask if you have similar reservations as 
of now as the Army had yesterday? 
General Pate. I have reservations. 
I am not sure they correspond exactly with the Army. I am 
prepared to give you my reservations. 
Senator Chavez. Are you prepered to give your reservations 


for the record? 67 
General Pate. I am, sir. 


Policy Conflicts 

Administration policies can cause conflicts to come about within the 
executive branch. For example: the present administration is committed to 
a fight against inflation. From a 1947-1949 base, the industrial price index 
has risen from 113.2% in 1952 to 128.5% in October of 1959. Even the Presi- 
dent does not deny that there has been a steady increase, but he says that it 
mst stop. iIf the militery departments allow for future inflation and in 
his requested dollars, are they not, as a member of executive departments, 
admitting defeat? Are they not helping defeat an executive policy? On the 
other hand, if a certain amount of inflation is inevitable, are they not re- 
miss in their duties if they fail to provide for it? ‘The word "inflation" is 
conspicuous due to its absence from military testimony before the appropria- 
tion subconmittees in recent years. 

Unofficially, militery men state today's inflation problem real- 
isticelly, calling it "level-funding" (the same budget, year after year, with 
slow attrition of buying power due to inflation). Another term, practically 


synonymous, is "limited dollars.” 


Relations with Congress 
The military officer, testifying before Congress, usually hes 2 pro- 


posed budget which he considers insufficient. For example: 





OT ia. p. 186. 
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You may blame the War Department for a great many things. They * 
have made their mistakes and sometimes bitter mistakes, but you can- 
not blame us for me’ Seine for money. That is one fault to which 
we plead not guilty. 

Usually, when appearing before Congress, there is no immediate con- 
flict. The military officer's disagreements lie farther back in the process— 
with the Department of Defense or the Budget Bureau. If this is the case, he 
looks to Congress as a possible means of getting more money. On the other 
hand, if Congress is disposed to trim the budget, there is conflict, but there 
is little recourse, except to be equipped with the best possible justifica- 
tion. Congress is the ultimate authority. If the House trims the budget, the 
military officer may go to the Senate with a reclama, attempting restoration 
of all or a part of the amount cut. In this case, the Senate acts in an 


appelate capacity. The military man usually admits defeat in the minor pro- 


grams, reserving only those items considered absolutely essential for reclama. 


Conflicts with the Bureau of the Budget 

The Budget and Accounting Act of 1921 established the Bureau of the 
Budget as a civilian staff agency of the iewdee.°? The law charged the 
President with the responsibility of preparing the budget and presenting it to 
Congress annually. To do this it was recognized that a competent staff was 
essential. It took some time for the Bureau to gain the control that it has 
today. Once budgeting consisted of presenting a "book of estimates” to Con- 
gress. These estimates more often represented "wants" than "needs". Today, 
expert estimators review each item of the budget submitted by the departments. 
Not only does the Bureau work with budgeting, but it has other functions, one 
of the more important being to act as a legislative clearing house. As such, 


it interprets and passes on "Presidential Policy” toward proposed legislation. 


Sceneral Douglas MacArthur, testifying at 1935 Senate Hearings. 
69 


Marx, loc. cit. 
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Tere is no question regarding the success of the Budget Bureau in 
its operation. But this does not mean that success is achieved by popularity. 
A major area of conflict centers around the question of overlapping authority. 
For instance: If the Secretary of Defense considers a certain program indis- 
pensable to the Defense Department, should his policy be rendered useless 
through the refusal of the Budget Bureau to reuuest sufficient funding? ‘he 
Budget Bureau is hasty to deciare that it does not control military policy, 
but its close identification to "Presidential Policy," together with the fact 
that its directives are issued in the shadow of the President, tend to weaken 
the foundation of that argument. In actuality, arbitrary ceilings have been 
proposed and the Budget Bureau has held to them. Who can say that this does 
not control military policy? When the 1958 Budget was being prepared, 
Treasury Secretary Humphrey touched off a major budget controversy. - He 
wes perplexed because the expected surplus and tax cut did not come about. 
Military spending was going up and total spending broke through the "sonic" 
$70 billion barrier on the way up. Secretary of Defense Wilson was told by 
Budget Director Brundage to trim his budget from $40 pillion to $36 billioa. 
Mr. Wilson came down to $38.5 billion and refused to budge. This conflict ws 
resolved by the President; Mr. Wilson won. ‘This conflict disclosed wide 
areas of disagreement within the executive branch. As pointed out before, 
conflicts usually help to locate areas which need improvement. In this 
ease, since the President eventually upheld Mr. Wilson, it appears that a 
clearer line of commmnication was required between the President and the 
Secretary of Defense on budget matters. Another point seems to be that the 
Budget Director was making decisions affecting military policy beyond his 
authority. The fact that the President, at his first news conference where 
the budget was mentioned, appeared to disclaim responsibility revealed that 


Maries J. V. Murphy, "The Budget and Eisenhower," Fortune, 
July, 1957. 
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possibly the Budget Director was not keeping the President informed of dif- 
ferences but was relying on his own status, "in the President's shadow,” to 
resolve conflicts. 

This example serves to illustrate the prime conflict between the 
Budget Bureau and the military. When budget hearings are held, an estimator 
has to arrive at a dollar figure which will go into the President's budget. 
If the éollar figure is below what the department head considers essential, 
the estimator is accused of dictating military policy through the budget. 

The estimator accuses the military man of attempting to disrupt the national 
economy to advance his own special interest. when these conflicts arise, the 
estimator will win every time, unless the issue goes to the President for 
reconciliation. The Budget Bureau has the authority to whittle where it 
desires. It takes little imagination to visualize the frustration felt by the 
military man who knows that hundreds of little battles are lost before a big 
One can be won by the Secretary of Defense appealing to the President. 

This is not all as bad as it might appear. The intention of this 
paper is to point out conflicts, but it would be unfair to declare the system 
invalid simply because conflicts exist. The present budgeting system has many 
advantages. It results in a budget better aligned with the national economy. 
The estimators without exception are men who have not only the best interests 
of the Nation at heart but also the military. An estimator in contimal con- 
flict would not last too long. The hearings are often held in conjunction 
with the department's own hearings which allow the estimator to get a good 
over-all view of the problems involved. But quite frequently conflicts do 
come about and the balance of power is consistently on the side of the 
estimator. 

It is fortunate, then, that the military man gets a further chance 


to speak out. Before Congress, if asked the proper questions, he can state 


as — 
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7 
his points of difference. But, as mentioned before, he must keep the 
quantity of differences to a minimm in order to maximize their importance 
and not be accused of "“erying wolf." So the big battles are fought before 
the President and before Congress. The military man wil usually concede the 


small ones in order to meintein his strength to win the larger issues. 


Conclusion 

Most military men are trained to imow their own position and find out 
as mich as possible about the enemy. It seems logical for them to face the 
uncertainties of planning the defense of the Netion against whatever forces 
it may meet. However, it is frustrating to be constantly faced with the in- 
ternal uncertainty as to whether their well-laid plans will be financed. 
Because of this internel uncertainty, the militery man is prepared to defend 
himself against any force which might deter his plans. ‘The force may be 2 
sister Service, in which case he is prepared to engage in inter-service con- 
flicts to prevent his position from being undercut. 

Not only will the military man defend himself egainst internal con- 
flicts, but he often finds himself in disagreement with the President or his 
appointed agents from the Budget Bureau. The decision to disagree openly is 
@ weighty one, since it can quickly become e@ personal issue reflecting on 
the loyalty of the dissenter. Congress, the ultimite authority, is quick to 
sense conflict, and in many cases allows the matter to be discussed in such 
@ way that it may be smoothly handled. This greatly minimizes the personel 
danger and resolves the conflicts in a tactful manner. 

The military man is hampered by being required to accept policies, 
such as inflation control, which he may not believe effective. In this case 
he may hide the effects of inflation in the effects of other factors, such 


as obsolescence. 
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The system of budgeting brings the military wan face to Pace with 
the Budget Pureau, against whom he is virtually powerless, except by appeal 
to the President or Congress. Because the appeal instrument becomes ineffec~ 
tive through frequent use, it is exercised only on the most important issues. 

Tais, then, is the battie of the Budget. It results in an amount of 
money to be spent. It is the direct battle. Each yeer the military man wins 
@ few and loses a few. Amd before he can wipe awey the blood, it is time to 


start again. 
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CHAPTER VI 
BEHIND THE CONFLICTS 


Introduction 
It is now time to skeletonize some of the current conflicts in a 
critical light. Dedicated men should continually examine the issues fecing 
them in order to maximize the good results that may come out of conflicts, 


and minimize the unnecessary conflicts deterring good government. 


Faults of Narrow Appreisal 

Much of the control of government departments, many of the criticisms 
thrown at government depertments, and many of the conflicts arising out of 
important issues, are based on improper examination. Too often the whole is 
judged by one or a minority of its parts. It is extremely immature to live 
in @ world of isolated particulars when the real world consists of wholes. + 
Yet this sort of immaturity is seen daily in government. A recent article by 
Congressman Kowalski, advocating the abolishuent of the separate Services, 
used just such faulty logic. Only a few years before, Colonel Kowalski 
taught the fallacies of exercising such immeture judgments to Army officers! 
Recently the Air Force was criticized because one of its manuals contained 
some questionable material regarding communism in churches and the right of 
the press to certain military information. The result was a new system of 


reviewing publications at a higher level. A mature viewpoint would heve been 


My, A. Overstreet, The Meture Mind (New York: W. W. Norton Company, 
Inc., 1949). 


prank Kowalski, “Why We Must Abolish the Army, Navy, and Air Force," 
True, April, 1960, p. 16. 
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to take such action necessary to correct the isolated circumstence. General 
Wide-sweeping changes are indicated only when a better method is patently more 
efficient end less expensive. Perhaps this was the case. Sometimes en iso- 
lated particular can reveal a major deficiency in a large structure, but few 
buildings are ever condemmed because a crack appears ina plaster wall. WNumer- 


ous end everwidening cracks are a different matter. 


Shall We Judge Men Or Paper? 

Men exist in the flesh. Organizations exist on paper. Man's concept 
of the organization and his responsibilities therein determine his end the 
orgenizetion's effectiveness. Once an organization chart is drawn up it stays 
in the same form until revised. Men flow in and out of an organization and 
its surroundings. It is on this flow of menkind that the major judgment shoul 
fall, not on the paper structure through which they flow. 

Yet the Government is pa@redoxically delicate in handling men. ‘Too 
often is a Presidential commission, such as the Hoover Commission, prone to 
surrogate the responsibilities for poor results. Orgenizations and procedures 
are biamed for the poor results.achieved by men and the methods of nen. (2 Too 
often does an isolated case of mismmnagement or a tragic accident result in 
widesweeping organization changes. ‘Too seldom do governmental commissions 


place the blame for poor manegement on & poor maneger. 


The Evaluation of Orgenizetion 
If men are more important than paper organization, why then ali this 
criticism of organization? Some criticism is valid. Some of the more valid 
criticisms are; 
1. The organization is not task-organized to accomplish the objective: 


for which the organization is built. 





(3 Ressler, loc. cit. 
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2. The organization does not designate responsibility. 

3. The organization does not provide those responsible with the 
necessary tools with which to do their Job. 

4. The organization hinders lateral and horizontal communication. 

5. The organization divides over-all responsibility for the same 
function. 

6. ‘he organization does not take advantage of economy and efficiency 

7 The orgenization does not match rewards and punishment with per- 
formance. 

8. The organization does not foster initiative at supervisory levels. 

9. The organization does not develop men capable of assuming leader 


ship. 


These ere only a few of the causes of ineffective management. Some 
ean be traced to the actions of men who built the organization. The rest can 
pe treced to the actions of men within the organization. But the primary 
theme in evaluating an organization is: "Does it aid its members to work 
effectively?" If it is so structured, (most of them are), and it is still in- 
effective, then we mist look to the men who control it. It is my contention 


that more fault can be found in men than in the structure in which men work. 


Limitations Imposed on Effectiveness 

Behind many conflicts, particularly the civilian-military conflicts, 
is the frustration inherent in a situation where a manager does not have the 
toois properly to perform his job. These limitations are especially discon- 
certing if they prevent & manager from being able to control his personnei. 
For exemple, Government service is based on & reward-and-punishment structure. 
However, rewards and punishments are not properly correlated with performance 
and behavior. A recent estimate holds that in civil service positions the 
probability that the best worker in any sub-unit would be promoted is .60 
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52 
while the probebility that the worst worker would be suspended or dismissed 
is .10." 

When a military man is placed in a side-by-side or superior-subordi- 
nate-relationship with a civil servant, the inequality of treatment that mst 
be accorded different workers does mich to limit effectiveness. The military 
man knows that his future depends on performance. The civilian knows that 
his future is not so closely correlated. 

Not only do limitations exist on performance but on classification, 
qualifications and ratings. Others that have been mentioned are the uncer- 
tainties of financing operations each year; accounting and measurement systems 
which originate outside the organization; and restrictions on space, supplies, 
forms, and equipment. All of these governmental limitations, while sometimes 
necessary for over-all government efficiency, can be so narrowly defined that 
the result is over-all inefficiency. This is particularly true if no con- 
sideration is given over-all performance of the organization. As Govermment 
grows it takes men of wide conception to view the wnole. It is easier for 
men of specialized skills to narrowly appraise particulars. The problex, 
then, becomes one of coordinating specialized appraisals to assure that they 
fit the whole. Our Government faces this problem todey. The trend is toward 
centralization in the executive branch. As the trend contimies, the organiza~- 
tion expands beyond the limits of human conception. In an attempt to regain 
conception, huge staffs are built up. The staffs are composed of specialists 
who attempt to examine isolated particulers. Other staffs are built up to 
coordinate the particulars and combine them into a whole capable of conception 
This quest for information and attempts at proper appraisal can have such 


detrimental results as: 


Th semes N. Mosel, lecture to Navy Graduate Comptrollership Cless, 
1l Pebruary 1960. 
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1. The faults of centralization previously mentioned. 
2. The necessity of requiring a constant stream of reports flowing 
up @ communication chain which is constantly constricting. 
3. Tae burden of reporting upon operating units. 
4, The attempt of specialized appraisers to find general rules by 


which to measure a mumber of specific activities. 


Many of these limitations have been imposed by businessmen wno feel 
that the Government should be run on e "business-like" basis. The failure of 
so many businessmen who have been placed in positions of govermment responsi- 


bility does not seem to alter their beliefs. 


Menagement of the Defense Department 
It is still too early to determine the complete effect of the 1956 
Reorgenization on the effectiveness of the military departments. Certain 
trends, however, merit watchfullness, and possibly alarm. The most valuable 
asset of the Defense Department is its men in uniform. Trends which my 


deteriorate the effectiveness of this asset are: 


1. A larger staff of specialized informetion-seekers in the Office 
of the Secretary of Defense. 

2. Circumvention of the department Secretaries in the administrative 
communications chain. 

3. Standardization and control to the extent that initiative ana 
treining of executives sre impaired. 

4. The widespread use of general measurements to specific situations. 

5. Failure to coordinate instructions to the Joint Chiefs of Starr 
with those to the militery department Secretaries. 

6. A tendency to divide responsibility, placing the bleme for inef- 


fectiveness on organizations, not men. 
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7. Failure to grant consideretion to men who disagree within legal 
bounds » 

8. ‘The attempt to place restrictions upon the thougats of men in the 
higher responsible positions. Men should not be required to act against what 
their experience, conception, and conscience lead them to believe, especially 
if the ultimate decision is still to be made. This is varticularly tre of 
testimony before Congress. 

9. The requirement for information for information's sake elone. 
Vest files of information and mumerous reports not essential to management can 
result if an organization is too responsive to congressional control. This 
not only hampers the effectiveness of operating agencies but deteriorates the 


position of the executive branch. 


Budgeting 

In the Bureeu of the Budget can be found the most concentrated group 
ef specialists who attempt through examination of particulars to concentrate 
these into a conceivable whole. Were, perhaps, is the most striking case of 
an attempt to apply e@ generel rule to many specific umrelated functions. 

Most of the conflicts between the Budget Bureeu and the military lie 
in the divergence of objectives, the limits of conception and the meesure-~ 
ments applied. For instance, consider a project such as warehousing. This 
is important to the entire operation of a military department. Statistical 
work measurement for budget beck-up purposes measures cost-per-ton-moved. De- 
pending on the item moved (heavy tank versus toilet paper, for example) the 
eosts may vary from $1.00 to $30.00 per ton. ‘The Budget Bureau ettempts to 
apply @ general measure (perhaps $5.00 per programmed ton) to evaluate the 
budget request. Beceuse of the failure of measurement methods, a weak link 


may be built into a highly dependent chain. 
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fhe failure of the Budget Bureau to recognize the future effects of 
inflation and the esteblishment of advance doller limitations tend to create 
an artificial atmosphere. The military man, like Tommy, is "no bloomin' fool." 
Re knows thet his budget is limited today by the amount he received the pre- 
vious year. He knows that an increase to account for future infletion or 
additional operational missions mist ve justified by deception and concealnuent. 
The Budget reviewer knows that this is taking place so he attempts to find 
where he is being deceived and what is being hid. In @ process where honesty 
and forthrightness should reign supreme it seems strange that dishonesty and 


cleverness are so often applied. 


Recomacndations for Improvement 

in order to remove restrictions which create conflict, the following 
areés could well be examined: 

1. The possibility of aligning civilian rewards and punishments to 
more closely approximate performance. 

2. A requirement that the performance of men be judged before enforc- 
ing orgenizational changes. 

3. The possidility of refusal, by the executive branch, to give 
Congress information which is not related to effective menegement, congres~ 
sional oversight, or proposed legislation. 

4, <A study of the effectiveness of general appraisal and measuring 
techniques when applied to specific situations. 

5. Elimination of limitations which remove tools from the hands of 
managenent. 


6. A general written agreement between the executive and legislative 





branches outlining the duties and responsibiiities of the military witness 


before Congress. 
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7. An attempt to replace honesty in the budget process. Possibly the 
project manager concept, such &@s used in weapons systems, could be used. In 
this mamer, ea dollar limit could be given specific managers along with a 
letter of instructions. After-the-fact study of performance within the limita- 
tion would not only determine the next limitation, but the effectiveness of 
the manager. 

8. Utilizing more effective communication. 

9. Edueation in conception on the pert of specialists. 

10. If mechanization forces centralized record-keeping, new methods 
of interrogating electronic machines mst be devised. Tnois will eliminate 
reporting on information stored elsewhere. 


Conclusion 

Congress and the executive brench are constantly frustreted in their 
attempts to echieve efficient and effective goverment. Much of this frustre- 
tion cen be blemed on their inability to accept responsibility for their 
actions and to hold other executives responsible for their performence. Many 
of the limitations imposed on managers are thwarting good management. ‘ihe 
limitations on personnel action, for example, tend more to protect the 
Inediocre and inefficient than to advance the excellent worker. ‘The security 
of misfits seems more importent then the security of the Nation. 

There are many areas where @ reappraisal of the value of present 
techniques could prove worthwhile. Foremost among these are Defense Depart~ 
ment Organization and Management, and the Budget Process. There is need for 
@ more honest end forthright approach in government processes. There is need 
for face to face appreisal of the performance of men. In spite of the restric- 
tions under which they work, meny dedicated men in Government apply these 
principles successfully. ‘That they accept frustrating conditions, learning 
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to work with and use them, is remarkable. That they should be required to do 
60 in an anmeally increasing amount is disgraceful. This is especially true 
in light of present world tensions. 











CHAPTER VIT 
CONCLUSION 


Tne toad beneath the harrow knows 
Exactly where each tooth-point goes 
Tae butterfly upon the roed 
Preaches contentment to thet toad. 

Our Govermment is a huge and complex machine. It is growing yearly. 
As it grows the conflicting aims and desires of the public grow in intensity. 
As these partisan forces weld themselves into stronger pressure groups, the 
Congress makes more demands, Doth formally by legislation end informally 
through investigation end oversight, upon the executive branch. ‘The execu- 
tive branch must cooperate with reasonable demands and resist other demands 
nonessential to management, oversight end legislation. 

The need for closer cooperation, together with the need for reasonable 
resistance, requires men of broad conceptual skills, well versed in the in- 
tricacies of govermment. The attemmts to find these men in the world of 
business have often been singularly unsuccessful. 

Since the times require men who possess the experience and knowledge 
necessary to judge the instance in which they should be plieble to the will 
of Congress, and the ieee at which they should stand firm, there is a need 
for tools. The tools required are those which a responsible man can use, 


enabling Goverrment to hold him responsible for his actions. 





© Kipling, loc. cit. 
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More and more the militery man finds himself holding greater respon- 
sibilities. As he is thrust more before the public judgment and his opinions 
become more important, there is a need for making his job easier. 

The military man is not afraid of responsibllity, nor is he afraid of 
the uncertainty of an enemy situation. However, increasing uncertainty re- 
gariling his own situation is a difficult cross to bear. The imposition of 
restrictions to his actions, together with increasing operetionel missions, 
make his duties doubly onerous. 

The military man is willing to assume responsibility.in greater 
quantities. He is willing to lead or be led. He will always do more than 
his fair share. 

Honesty, forthrightmess and dedication to duty are in the highest 
military tradition. It is unfair and intolerable to the military man to be 
Placed in positions where he may be chastized for possessing these qualities. 

The military man does not want to be a politician. The framers of the 
Constitution realized the danger of interjecting any influence of the nilitary 
into politics. Today military expenditures so influence the economy of the 
Netion that the use of the military budget as a political tool is highly 
tempting to politicians. The extreme danger in such a design is readily 
@pparent. Also apparent is the danger in using the defense organization as 
a “money saving” tool. Efficiency of management is s more acceptable tern. 
"Saving" implies previously legislated waste. 

We should be more attentive to govermmental conflicts. These con- 
| flicts should be judged by their quality and the motives of the antegonists. 
Conflicts, which indicate a need for change, should be followed by action. 
Hot all conflicts, however, require general correction. There is danger in 


applying extensive defensive measures against disagreements. 
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One of the best ways to eliminate conflicts is by exercise of con- 
ceptual skills end by coumunications. Military men, in the years shead, mist 
seek a broader understanding of their positions in the government processes. 

_ Go the extent that they place their loyalties in the proper perspective, they 
will find themselves seldom engaged in conflict. T the extent that they do 
not attempt to engage in political matters, resisting the encroachment of 
politics into military affairs, they will maintain the respect of the Fation. 
fo the extent that they protect the right to be held responsible for their 
actions, they will maintein the respect of their fellow officers. 
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